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ABSTRACT 1^,; 

This paper discusses six different models of 
organizational structure and leadership, including the scalar chain 
or pyramid model, the continuum model, the grid model, the linking 
pin model, the contingency model, and the circle pr democratic model. 
Each model is examined in a separate section that-- describes the model 
and its development, lists some proponents of the model, suggests 
when the model may be most effectivel-y used, and discusses the 
model's relative strengths and vealcnesses. (JG) 
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Leadership Typea 



Types of leadership are called by many different names • One 
writer proposed twenty-one types of educational leadership: autocrat, 
cooperator, elder statesman, eager beaver, pontifical, muddled, loyal 
staff man, prophet, scientist, mystic, dogmatist, open-minded, philo- 
sopher, business expert, bwevolent despot, child pzx>tector, laissez-* 
fairs, community-minded, cynic, optomistic, and democrat.^ Plato 

proposed three types of leadership: philosopher-statesman, military 

2 

commander, and businessman. Weber proposed three types of leaders: 

3 

bureaucratic, patrimonial, and charismatic Get^els and Guba pix»- 
pdsed the nomothetic, idiographic, and transactional.^ Cattell and 
Stlce identified persistent momentary problem solvers, salient, socio- 
metric, and elected.^ Blake and Mouton identified country club manage- 



^it. Harding, "Twenty-one Varieties of Educational Leadership.'* 
Educational Leadjership 6 (February 19h9h 299-302. 

^Plato, The Republic > translated by 0. M» A; Grube, (Indianapolis: 
Hacketi Publishing Co.), Books ^ and 8# 

^ax Weber, The Theory of Social and Economic Organization ^ * 
translated by At M» kenderson and Taloott Parsons, (New York: Oxford 
University Press, 19U7)* P* 329* 

W« Getzels and £• Q« Guba, "Social Behavior aid the Admin- 
istrative Processt« School Review 65 (Winter 19$7)i k23-hlil. 

Bt Cattell and Q« Stice, '^Four Formulae for Selecting 
Leaders on the Basis of Personality Human Relations J (195U)s 
U93-507 ' 
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m&at, Hidille of thft road, in^pow^riBhed nasMgenentj tdam management, 
and task nanagenent as leadership tjipes*^ Bogardas identified mental, 
woeUH, prestige, and damooratio*^ Sixteen authors, publishing between 
1915 nod 19^, recognised most frequmtlx the following t^rpes of lead- 
ersbipt authoritatiTe (doodnator), persuasive (crowd arouser), demo- 
cratic (grc(\9 dereXopei*), int^ectual (eminent nan), executlTe 
(administrator]^ md rapreseatativisi (spokesman) .3 Lewin, Lippitt and 
tMte, in their classic studies, identified laisses-faire, autocratic, 
and democratic*^ In much of the currant literature these latter three ' 
are the designations used to describe the styles of leadership being 
exercised* 

The etudy of leadership and what makes good leaders has apparently 
not produced a definitive description of Jtist what does do so* Studies 
have focused on the trait approach, the sitaatlonal approach, the 
behavioral approach, the styles-of •^leadership approach, and the 
functional leadership ajpproach**' ^ 



'htobert R* Blake and Jane S. Houton, The Managerial Grid, 
(Houston, Texas) Qulf Publishing Company, I9HI47 

^Bnory S* Bogardus, Fundamentals of Social Psychology* (New 
lorkt The Century Company, 192U). pp. UOf^WI 

,1 

5 ji 
Ralph M* Stogdin, Handbook of Leadership} a Survey of Theory 
jand Research , (New Yorkt The free Press, 197W. p. 27* 

^ialph K* White and Ronald Lij^itt, Au i tocracy and Pemooracy ; an 
Sxperimental Inquiry, (New lox^t Harper and ^rothers^ I960;, p* ol* 

^Gordon L* Uppltt, 'nAiat Do ¥e Know About Leadership?" in The 
Planning of Change* ed* by Warren Q* Bennis, Kenneth D* Benne, and 
fioWrtChIn, (New Xorkt Holib, Rin^iart and Winston, 1962). pp. U31-U3U. 
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Model Types 

. ' .11 

Som of the models of org«nl««tion within nhich leadership 
of ^trious type* operate «re presented'Wow., That « particular 
organisation* « chart of organitation i» displayed in a particular 
Mnnar doii not necessarily Indicate that that is the leadership 
•tyle in the organisation. Organisation charts are the formal 
•tructure. The real leadership may he in the informal structure* 

♦ 

The n>del8 indicated baiow are wore atereotypes than liidng etruct- 

I 

i«p«a» . „ .... 

♦ 

Scalar Chain or Pyrainid 



I , I ._i- rrn 



The icalar chain or pyramid indicates that authority should 
flow from top to bottom and reaponsihility froia bottom to top. 
The stereotype of th« leader in this model is the authoritarian or 
autocratic leader, 

froponentat One of the early examples of an organisation nith a 
pytmSAtl leadership is in the Bibls nhere Moses organised the people 
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. nith leadera orer thousands^ hundreds, fifties, and tens. In the 

nantgement literature one of the early advocates of the scalar chain 

MM» Henri Fajol, Fajol defined the scalar chain as: 

the chain of superiors ranging from the ultiumte 
authority to the lowest ranks. The line of authority is 
the TOute followed— via every link in the chain—by all 
ooBWunications which start from or go to the ultimate 
authority, this p*th is dictated both by the need for ^ 
•one transmission and by the principle of unity of oonnand. 

The usage of the pjrraaidal form of organisation for leadership 

is iJ9>licit in Frederick Taylor's writings. His contention that the 

foreman should tell the worker exactly how to do, when to do, and how 

much to do on a ^b is authoritarian in the ultimate, k defraction of 

the concept's illustration in a model is possible whan discussing his 

•functlonai foremanship" principle, irtdch is in effect that a foreman 

should be put in charge of a Job and men might move from Job to job ar^i 

It 

idiile working on a job they should be under the s\;qperTision and 
direction of the forman of that job but whma on a different job they 

should be under the supervision and direction of the different foreman 

3 

on whose job they are working**^ 

The exercise of authority as implied in the pyraxtiiMiL torn was 
advocated by Mooney, R«aey, Urwick, mod most other writers before 
19140* In this concept authority is defined as the legitimate right 
to direct or influence the perfoimance of others* It involves both 

^ Wdus I81I7-27 

%enri Fajol, General and Industrial Managemmt, trans. Cton- 
staooe 9torrs, (Londom Pitmen, 19h^)» p. 3lu 

%jpederiok tf* Taylor, The Principles of Scientific Kanagemeot, 
(Mew Torki Harper and Brother57^91i;. 
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th9 right and the power to exact performance from other persons.*'' 
When to TTset As previously stated, the pyranidal organitation 
for leadership is stereotyped authoritarian in style. The author- 
itarian stjle is used only vhen all other fomw hare not or cannot 
succeed. It is used when people are dependent. Some people need 
and are highly dependent upon the authoritaUve guidance of leaders. 
The authoritarian style is used when decisions are already made. 
Vhen policies and procedures for a specific action hare already been 
detemined and forKUlated it is assumed that the actions to be acconq?- 
lished are binding on an organitation and the nembers. The mission 
then is to communicate and enforce the poOlcies and procedures, there- 
fore the authoritaUte style is appropriate. 

The authoritatire style is used when satisfactory work specif- 
ications and routines exist. When quality control stan'dards that 
assure products that meet specifications are operating the author- 
itarian style of leadership can be utiU^ed to maintalB the stand- 
ards. In this instance the organi«ations guidelines become the 
authoritatiye source for management. 

The authoritatire style is used when positional or expert 
leverage is primary. This is exisplified in organi»aUons where 
technical or highly skilled persons or groups operate. 

The authoritarian st^^e is used in amergenciss. Wien quick 
and deoisiYS action must be taken a leader must exert authority and 
initiate appropriate action to respond to the emergency situation. 

^ale S. Beach, Personnelt The Management of People at IfexJ 
3ra» edition, (yew Xoriu Haoidllan PubUshlftg QpngmTp 1975). P. 
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k responsible manager may face from time to time a situation 
tihen he must decisions and does so and enforces the decision by 
his legitimate authority of position. These decisions may be painful 
and unpopular, but because of the responsibility of the position they 
occasionally must be made* For the manager to fail to make these nec- 
•ssary decisions imd act on theai nould be to abdica^ his responsibility, 

A. final occasion when authority must be exercised is in breaking 
Ues in a deadlocked situation. When the result of exercise of the demo- 
cratic process ends in a tie that stalemates a situation someone must 

exercise authority to break the Ue and wove the acUfity to some con- 

1 

elusion. This act of breaking the tie is in effect authoritarian. 
Strengths and Weaknessest The effectireness of the authoritarian 
etyle is dependent in part upon the type of followere a leader is lead- 
ing, and the site of the voxk group. MedaU* found in his studies that 
men scoring high on the F Scale (an indication that they vere thenseiTes 
highly authoritarian) accepted authoritarian leaders. Vroom and Hann 
found that vorkers exhibited more positive attitudes toward authoritar- 
ian leaders in large groups where woricers interacted less frequently with 
each other and with the leader.^ There is a common concept that the 
authoritarian style of leadership accompUshee more and with more accur- 
acy than the democratic, and examples of HiUer in Qenaany, Napoleon 



• George T. Vardaman, Dynamics of Managerial leadership, 
(Philadelphia* AuerJ>ach Publishers, Inc., 1973;. PP. 3C)-U0. 

%. 2. Medalia, Authoritarianism, Leader Acceptance, and Group 
Cohesion,'' jtouwial of Abnormal Social Psychology SL (Sept. 1955)t 207-213. 

h\ H. Vroom aai 0. F. Mann, '^Leader Authoritarianism and Bwploy- 
•t Attttudes,* Personnel Psychology 13 (Summer 1960)i I25-II4O. 



in France, and Mao Tae-Tung in China are oiUA to authenticate the 
^xmpltn?" The Hawthorne studies, which are discussed below, indicated 
that workers under a dewocratio arrangement were more productire.' 
The Coch and French studies in the pajamas factory tended to support 

this 8«mo conclU3ion«^ 

<■ * 

The ContLnuun 

Experiments, beginning in 1927, at the Hawthorne plant of the 
Western Electric Con^any in Cicero, Illinois, caused a change to some 
extent in the concept of relations between workers and leaders. These 
studies, which became known as the "Hawthorne Studies,** were conducted 
by KLton Mayo, F, J. RoethUsberger, and William J, Dickson, The 
implications of the outcome of the studies were that the organiaation 
should be built aro\md the workers and that more consideration should 
be given to the feelings and attitudes of the workers,^ Additional 
studies by Coch and French in a pajamas factory and several other 
slwdies^ led to an increased concern for, and extension of participation 
by workers in, the managerial functions of the organiaation. This 

•hlalph K, White and Ronald Uppitt, Autocracy and Deaocracy: 
An Eacperimental Inquiry, (New lorki Harper & Brothers, l?t)0), p, 275. 

^Blton Mayo, The Social Problems of an Industrial CiviUzatlon , 
(Boatom Graduate School of Business AdministraUon, Harvard Univer- 
sity, 191t$>, pp. 68-86, 

hj, Coch and J, R, P, French, "Overcoming Resistance to Change," 
Human Relations 1 (19U8)» $12-$38. 

'^Elton Mayo, pp. 68-86, 

Several studies are cited in Ralph M, Stogdill*s Handbook 
of Leadershipt A Survey of Theory and Research, (Maw Xorki The 
ft— Press, 157U7» Hp, lQ5-m« 
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parUcipation is on m rarioty of lereU. Robert Taimcnbaum andVarrcA 

Schmidt depicted thia range on a continutim woving from conqplete 
leader dominaUon to complete group dowinaUon or laissex-faire 
leadership* 



ligors Z ^ The Continuum 



(Dtmocrvtk) 
Rtt«tt»mhtr>t*OrT«nf(d 




•••Ik'* 



tubt«el 

WW »nwfnw 



Pyoponentat Proponent of this nodel use it to illustrate the degree 
of authority exercised by the leader and the degree of participation 
left available for eubordinates to parttcipate to voric design, tine of 
vork, and other actions consistent vith the overall purpose, and 
Mission of the organisation. 

When to uaet . The oontinnuw is a graph that ^explains levels that e)dst 
and varieties of styles exercised by leaders. It is not a model of 
advocacy* 



^Robert Tannepbauw and Warren H. Schwidt, "How Jo Choose a * 
I^eaderahip Patt«ni|N ^trd iHUt^QIU fil3dLtt 37 (Marob-April l9$Vt 
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Strcngtha and We>kne8aes » This loodel can b« used to iUustratd « 
r«I«tionship vlth iraziations btttwesn doninstion and Xaisses-f aire. 
Iha vsaknass is that it shows this relationship on one plain only* 
It does not have the oapacitjr to depict the leader Kho is task oriented 
tMt also exhibits ooncem for the iforkers. 

The Grids 

Some atten^ts ha'ce been made to oonstruct models that depict 
both ooncem for the task and for the vortcers. In the early studies 
by the Survey Research Center at the Uniwaity of Hichigan there vas 
an attempt to approach the study of leadership by locaUng clusters 
of characteristics that seeaed to be related to each other and to 
tests of effeotLveness. The studies identified tvo concepts that 
cane to be called eng>loyee orientation and jiroduction orientation .'*' 
Several studies at the RMearch Center^ for Group Oynaadcs indicated 
leader and groiQ> objectifes fall into two categories (1) the achieve- 
ment of some specific grov?) goal, or (2) the maintenance or strength- 
ining of the group itself.^ Leadership studies at the Bureau of Bus- 
iness Research at Ohio Stata University narrowed the description of 
leader behavior to two dimensions! Initiating Structures and Consld- 
eration. Initiating structure was defined as the leader* s behavior in 

h), Katz, K. Maccoby and Nancy C. Morse, Productivity , Super. * 
Tlslon , and Morale in an Office Situation . (Ann Arbor* Survey Research 
Center, Wd) as quoted in Paul Hersey and Kenneth H. Blanchard, Man- 
agement of Organ ixatlonal Behaviort Vtlliaing Human Resources , 2nd ed. 
(fib^Uio oa Cliiisr ^renuce Hail, 197i). p. ?2. 

?Dorwln Gartwright and Jklvin Zandsr, tds. Group D ynamicst 
Research and Theory, 2ad. ed. (ivanston, ni.t Row, Peterson and 
Compaay, I960). 

» * . , 



dellneailng the relaUon^p between hinsiOf tnd the nembere of the 
vork group In ende*Toring to etttblieh well-defined pattema of organ- 
iaation, channele o/ oomanicaUon, and wethods* Consideration was 
defined as beha-«fior indicatlTe of friendship, matual trust, respect 
ind warath in the relationship betveen the leader arid the nembers of 
his ataff 

connection vith the Ohio State studies a grid was constructed 
on which leader behaTior was plotted on both axes rattier thsn on a 
i>ontlnuuw. On the Ohio State grid the verUcal «ds was labeled 

"CJonsideraUon* and the horiatontal aads was labd.ed "IniUaUng 

2 ■■ 

Structure** to indicate the concepts defined aboY«« 

Robert R« Bltka and Jfsne 3, Mouton refined and populariaed 
the two axis plotting concept in their wantgerial grldt On the Blake 
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and Jfouton Managerial' Grid the vertical axis is labelled "Concern for 
People" and the horiwntal axis is labeled "Concern for Production." 
On the Managerial Grid, fiVe different types of leadership based on 
concern f»r production and concern for people are located in the four 
quadrants axKl at their intersection. The five leadership styles ares 
I«9K>verished, Couniry Club, Task, Middlerof-the-road, and Team. The 
Inpovertdhed leadershiphas little concern for production and little 
concern for people. Country Club leadership gives great concern for 
people with little to ncderate concern for production. Task leader- 
ship gives great concern to production but little to the human element. 
Middlerof-the-roftd leadership balances concern for production with 
concern for maintaining morale of the pedple* Team leadership is - 
achieved through oommii;tednpeople ^ia^^ « common <tak« in organizat« 

„ ! - 1 - 

ion purposes. 

Proponentst As indicated above, Robert Blake and Jane S. Mouton refined 

and popularized the two-axis grid. The preface to their book indicates 

that people associated with Humble Oil and Refixl^lnjElCon^pany and people 

associated with Scientific Methods, Inc. participated with th«ii in the 

2 

dev^opment of the grid. 

When to.Usei The 1,1 or Iii?»veri8hed management is the laissea-faire 
style of management. This is when there is exerted only the minimum 
effort re<iuired to get the minimal required work done to sustain 
organisation membership* 

The 1,9 or Country Club managerial style is one in which thought- 

' ■ " - " • 

'^^ersey and Blarichard, pp. 75-76. % 

'^Vh^i and Mouton, p. xl. 
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tvH attention to the needs of people for satisfying relationships leads 
to a comfortable friendly' organisation atmosphere and nork tempo. 
This seems to be an appropriate style for the business that is being 
operated as a tax writeoff* 

* The 9«1 or Task managerial style is one where , the conditions 
of work are so arranged that the human elements interfere to a mini- 
nun degiree. The authoritarian style of management is almost the same 
as the Task managerial style and the same times that are appropxlate 
' for usage of the authoritarian style are appropriate for the Task 
situation*^ 

The $,$ or HiddleK>f-'the-Boad managerial style is one where 
it is possible to balance getting the woxk out with maintaining 
morale oFpeopie at^^ 

The manager explains bow observance of standard practice is for the 
2 

good of all. 

The 9,9 or Team managerial style is one in which there i*s a 
relationship of trust and respect between the manager and the woric- 
ers. Vbrk is accomplished by committed people who have a common stake 
in accomplishment and organization puxpose. As the name implies; the 
9,9 style is appropriate for an athletic team,^ 

Strengths and Weaknesses! The managerial grid permitted one to graph 
concern for people and concern for tasks in the 81. different positions 

^Ibid. pp. 22-37* 
2ibid. p, 
^bid. p. 1U$. 
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til* tHO-iixl» nliie-po8iti<ms-i>w-»id«^g^^ indiciit©. Th« «e«kh«as of 
.thft gridjirjafl that it ine*sured piCLy tw» 4^5^?^?'!^^ ^^J^^ 
to Make tht grid iibxw, four, or »ro dlaensionod to permit graphing 
tetotwork, offectiYenass, etc, were being developed at the tiae of the 
Writing of thie paper theae propoaala were not yat dereloped to 
the degree of clarity that momIA makd their neage videspread. 

linking Pin 

A leadership model that makes the leader the linking pin between 
his work group and the next group higher in the organisation has been 
proposed. The plan would have organixations for* work groups with 
overlapping group wcmbership. The leader in each work groi^ is also 



figure k 



The Linking Pin 



AAA AAA A Ah 

a nesiber of the next higher work groi^ and funcUons in both groups. 
Proponents* The linking-pin model of organisational leadership was 
proposed by Rensis Llkert.^ Likert advocated holding occasional neet- 
iiigs over two hierarchical levels so that ooordination of purpose can . 



^Kersey and Blanchard, pp, 63^7* 

^Rensis Likert, Hew Patterns of Kanagawent , (Mew tbrks McOraw* 
tni, 1961), pp. 109-11^ 
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be discussed and undcrstbod by all members of groups on both levels 
When to Use: The vork groups connected by linking pin key members who 
are also members of other gio\;^s may be an appropriate organization 
for leadership of people with a high lerel of education who tend^to 
be cs^ble of mature- and^independent behavior. 

Strengths and Weaknesses: The strength o£ the linking pin organization 
for leajlership is that it is a loosely controlled Hexible organisation 
that utilizes the full potential of capable group members,^ The weak- 
ness may be that this organization pattern may not be appropriate for 
people who need 'authoritarian supervision in order to work effectively* 

Contingency Model 

The group associated with Fred Fiedler at the University of 
Illinois has devoted considerable study to whether task-oriented leader- 
^^hip or employee related leadership is more eff ecUve. Their conclus- 
ions ar^ that task-oriented leadership ihay ba more effective under some 
conditions and employee-oriented leadership may be more effective 
under other conditions. Their leadership theory postulates that 
leadership style is detennined by \Ym needs the individual seeks" to 
satisfy in the leadership slt^tlon. Individuals with different , 
styles respond to different conditions in different ways. Perform- 

^Ibid, p. 11$. 
^Ibld. p. nil. 

Jersey and Blanchard, p. lU7. 



wee of InterActdng grotipa and orgaidsatipna is contingent upon the 
fMombleness of the leadership situation as well is i^n the 

figore 5 Contingency Hodel Chart 
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individual leader^s stylo. Leadership performance depends as mdh on 

the ox^anization as upon the attributes of the leader. Leaders are 

not effective or ineffective, they are effective in one situation and 

2 

Ineffective in other situations. 

Proponentst Fted ifi. Fiedler and others at the Qrot^ Effectiveness, 
Research Laboratory at the University of Illinois supplied the 
information on nhich ^»e-wodel was based.^ Dale S. Beach translated 
the informatdCon fro* one of Fiedler's tables to the model. Since 



^The chart is baaed upoij data in Fred B, Fiedler, K Theory of 
Leadership Effectiveness (New lorto McOraw Hill Book Company, l^tj) 
obaptcuc' 9 as interpreted and illustrated in Bale 3. Beach, Personnel , 
P» 527# * 

^fnd B. Fiedler^ A Theory of LeadersMp Effectiveness (Kew 
torttt KcOraif-Hin Book Conpany, l957), p. 2«a'. 

^Xfald. p» 11(2* 
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n.0dler*8 gzovqp did not 80«m to hure tny definite oonoluslons that 
l«d thea to •dwotta tny ityl* of lendership for- specific aituatlona, 
th« MviUn of thia piper are not sure that anyane really advocatea the 
luage of the model except In an explanatory vay. 

' Wien to Uaet The contingency iiodel depicta eight different combinationa 
of leader style, mewiber relations, and task structures tlmt lead to 
•trong ot ireak power for the leader, Reading the chart from bottom 
to top indicates vhat nay be the best type of leadership to exercise. 
Aa an exan^let reading number 3, a leader nith strong power by reason 
of poaiticn or other factors, woridng iii an unatruotured situation 
and enjoying good relations with nwmbeirs could ec^Ooy a production 
oriented leadership style* 

StrenRths and Veaknesseet This model ean be uaed, pertiapa better than 
any other, to indicate to personnel directors and othera who must 
build organiaations, this kind of leadership style they ahould look for 
in. isidi^dnals they einjloy for different positions in their organitaUon 

The Circle 

Robert Tbimsend did not think very highly of organixatlonal 
charts with people's names in litUe boxes arranged In hierarchical 
order. He said that In the beat organiaations people like to think of 
theneelYea aa working in a circle like around a table. One of the 

h—Ox, pp. 527-^8* 
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poaitions at the table ±o, designated the chief executive officer 
because someone has to wake the tactical decisions, but leadership 
passes from one to the other as the situation changes and as tasks 
are done.*^ 

Pijfire 6 The Circle 




Proponents t The writer of this paper could not find proponents 
othe* than Townsend who described -the organiaational model as the 
circle. The, concept is essentially the same as thj» democratic system 
of leadership. Seifert and Clinebell described this system as one in 
idiich the leader functions as a participant alongside the other members 
of ^ the group. He reaches out to people rather than down to them. 
Decision-making resides in the group with each member having an equal 
opportunity to participate. 

>nxen to Uset The circular aodel or democratic system is used when the 
group size is small enough to have each member- participate in discussion 
and when members have developed in their ability and self concept to an 

■^bert Towttswid. U£ toe Organiaatiom How to Stop the Corp- 
oration from Stifling People and Strangling Prof its. '''^(greMwichT'''^ 
Conn.t Fawcett Publications,T!nc., 1970}, pp. 116-117* 

' 2 

Harvey Seifert and Ho»i«rd J.Clin«l>ell, Jr. Personal Growth 
and Soci^ Change; a Guide tor Miniatera and Layaiip as Change"lg55ta . 
TPStiUdelphiat ^helfeaiiaHiter Press, 195?)7pnii3T ^ 
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extent that will make them comfortable in their role. 
Strengths and Weakneasea: The strength of this system of organization 
is that it develops leaders. Townsend Indicated it worked to this 
effect in his coiupany* When he became head of Avis he was assured 

that no one at headquarters was any good^ Threi years later it was 

It * 

recognized that there was an abundance of management ability in the " 
company. The people were the same people idx> had been there when he 
arrived. They had just been developed."'' 

The weakness of the system may be that when the democratic form 
of leadership is Initially Installed in an organization it may produce 
results slowly* It takers time to train others to act efficiently*^ 
Democracy in organizations involves a chance for everyone to develop 
and contribute according to his ability-- aiming^or the greatest good 
for the greatest number* 

.. _ ' » * „ 

•'hrowttsend, p. 123. 
2 

Emory S. Bogardus. Fundamentals of Social Psychology . (New 
Xorkt The Century Company, X92k)» p« UU3. 

» , ' ■ 
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